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= Preparing and coordinating most-rortem reviews of

intsllipance deficiencies in Wik's and studies of their
validity,

3. A1l of O/N&'s other functions are byproducts of its
wrimary mission snd integrally releted to it., These include:

Frerarirg special memoranda and estimates for the

&

00T on tonics of national intelligence significence,

b, Froviding stalf sunoort to the agency's represcnta-
tives on the MSC, N3¢ Planning Board, anc the 0CB.

e, TProviding the Secretsriat of the IAU, which hencles

A e ness,

]

. Froviding estimative guidence and support as aporonriate
o J%_\J//I",

Tt 43 not feasi»le to assign any order of priority to the ahove
functions, as taeir relative importance varies in each individual
instance. Gener=1ly speskina, however, a,, b., and c, above are
wore importent than a, and e,

4. 0O/UE's on-duby personnel strength as of 31 October 1955 was
rofessionsls, 1 administrative, and 22 clerical, for a total of

This strength cannot be broken down according to the functions
tescribed in para. 3 above, becavse each of the three components cf
0/%, (the Board of National istimetes, the dstimates Staff, and the
Support Staff) is involved in every one of them, Even the -AU
Cecretarist function is handled pert-time by people who are also
engaged on other ¢/ils duties,

5. Curtail-ent or hlimination of Functions in kvent of a 10y Uut.
Tt would be extrerely difficult to decide which of the functions in
narn, 3 ahove could be eliminated or curtailed as they are all inter-
demendent and every element of 0/iE's small staff is engaged in almost
211 of them, loreover, O/Mi's primary functions derive from its

resnonsibilities to the TAC and could not be unilaterally reduced.
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a. The onlv specific function which O/NE could eliminate
with s conseuuent raduction in a specific segment of the
staff would be the IAC Secretarist., In this case 0/1%
could dismenne with one GS-15 vrofessional and one
G0=C clerical. However, this function would sinmply
have to be transferred elsewhere in the agency, with
o congeauent increase in someone elsel!s staff, In fact
since O/V& orovides such a large nrorortion of the TAC's
fmoiness, it has managed to handle the TAC secretorint
with a wuch smaller nersonnel complenent than was pre-
viously the case, '

b, Under the circumstances, 1f we were recuired to take
a 10% ent, we would have to do so across the board,
insterd of concentrating the cut in any one segment of
0/1%.  The result would be some seneral reduction in
0/i=vs ability to perform its functione. To the extent !
ferrible we would attempt to curtail certain bywnroduct
fuarctions such as nosi-mortems and validity studies,
Next we would cut out the comments on NSC and OCB vaners,
aithovgh this would seem highly undesirable, Alternativel:r,
we would have to reduce the number of NIE's vroduced,

6. Dupliceiion of Funetions, O/NE performs a unigue function
in the intellicence commnity, which is not dunlicated by anv other
agency or CIA offtice, The only agency with functions remotely similar
to O/NE is the Joint Intellirence Group of the Joint Staff, which
~repares joint intellirgence studies in collaboration with the three
services for the JCS. However, this is a purely departmental function,
There is no office on the interdempartmental level commarable to Qﬁﬂﬁ,
which utilizes and coordinates the views of the entire US intelligence
community, civilian and military. Moreover, the JIG deals mostly with
nurely military estimates and there is relatively little overlan., To
the extent thet overlan deoes exist, however, we believe that such
estinmates should be done by the TAC mechanism rather than that of
the JIC, The national estimates process brings to bear a far wider
range of intellipence assets and general know-how and its naners bear
witness to their supveriority over those nroduced by the JIC.

[ard

7. Functions Beyond 0/!E's Present Capacity. O/iE's work load
has increased merledly over the past several vears. The amount of
overtime worked by the Board and staff (about half of which is not
even submitted for overtime or commensatory leave) s ample indication
of its overemployment. Upon occasion O/MEls extremely small steff has
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to skimp on consideration of major substantive ~roblems because of
lack of mersonnel. The quality of NIE's and other -roduction suffers
accordingly,

a. For exampie, the O/NE staff has only thrse veople to cover
the Balkans, Near fast, and Indian subcontinent; four
(two of them very junior) to cover the whole Far Hast;
three to cover all Western Europe and Africa; one on
Latin Americaj and only ‘four (as of Jamuary) on the Bloc
itself. It has an urgent need for at least four acdditional
trained, hipghly qualified personnel to increese each of
its regional grouvs by cne G3 12-15, (/NE already draws
intellircnce suoport to the maximum feasible extent on
other offices (inecluding DD/P, O/RR, 0/SI, and ©/CI)
but exmerience has indicated that these offices could not
he oxvected to perform the drafting and coordinating
functions of O/NE. For examovle, even superior hends
horrowed from these off'ices on an ad hi¢ basis are no
substitute for people fully trained in our particular
trace,

h, The expanding business of the IAC secrstariat is also
mlacing on O/VE a load which was not foreseen wien

0/1% cssumed this fuaction without taking over any

of the mersonnel previously assigned to it, The DAD/IE
~ersonolly has been vperforming the duties of IAC Sec-
retery in addition to his regular functions, The ormer
2ebiiy assistant secretary is now not available for th's
duty, Therefore, O/NE needs an experienced senior officer
to he Assistant Secretary and eventuslly Secretary.

¢. 0O/ hes also been required to provide a comnetent senior
of ficer each ear for the annual NSC Met Evaluation
exercise, which is now on a permanent basis and takes
mnst of the vear. Last year a Board member was nrovided
as the only expedient, O/NE badly needs an additional
nenior General Group member to be assisned specif'icallyr
vo this task,

. External Contracting and Research., NIE's by their very nature
cannot be handled via external regearch or outside contract. Morecover,
0/YE itself does not do intelligence research of a nature which might
be done externalily, bubt relies on the other IAC agencies and CIA offices
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for such contributions to NIi's, However, natlonel estimates heneflt
directly from all of the outside research or contract work undertaken
hy these offilces and agencies, which is reflected in their NIE con~
tributions,

o, (/VE dogs drew on a vanel of broad and varied outside exner-
jence in itsEEEEE. ith vhom ve discucs major sub- 25X1A5a1
stantive problems or on oceasion draft NIk's, However, this highly
valuable adjunct to the NIE mrocess is hardly external researcih or
conmtracting as normally comstrued, nor would it be feasible to have
such a group actually vrepare NIE's,

/

SHERMAN INT
Assistant Dirsctor
National Estimetes
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